
1. Planning 

a. Technical solution: ensure that the selected solution is compatible with your 

environment or incorporate feasibility study/options appraisal into project. 

b. Business Requirements: are the deliverables what the business actually 

wants/needs? Focus upon visible benefits for end users. 

c. Other departments and services: will other sections/services (e.g. Estates & 

Buildings, CIS) be required to carry out project activity? Ensure this is understood 

and agreed as early as possible. 

d. Capital/revenue funding: plan budget as accurately as possible and understand 

implications of underspend and overspend of capital and revenue and financial year 

end (and on an on-going basis) 

e. If the project is using staff that need to be backfilled – ensure backfill is in place 

before resource is needed 

f. Ensure sufficient contingency between planned activities. Where tight timescales 

exist, ensure entire team is geared up to deliver and seek to confirm dedicated 

resource.  

g. Where there is likely to be a conflict of requirements for resources ensure that the 

escalation point for priority setting is known.  Be prepared to reschedule project 

activities, especially where dependencies on other projects exist, in case resources 

become unavailable 

h. There is (nearly always) merit in trialling new systems with a sample of users to 

understand how processes can be improved before deployment. 

i. Major projects are additionally challenging when key resources are not 100% project 

focused – leads to conflicts – need dedicated project team                 

j. It is often worth putting time into discovery exercises to support planning and delivery 

– rather than assume a level of accuracy of understanding that proves not to be valid. 

(Such exercises do not necessarily have to delay the project – but can take place in 

parallel to other start-up activities.)  

k. Lack of ownership for strategy/governance in areas like PCI DSS, emergency 

phones has proved problematic and delayed projects. Identify potential policy gaps at 

project initiation (where possible) and plan accordingly. 

2. Governance 

a. Project Board & Core Project Team(s): ensure clear membership which covers all 

required angles but is not too onerous. Regular meetings, clear actions. 

b. Sponsor/Executive: ensure holder of this role is of sufficient seniority to make 

significant decisions and understands their role as ‘champion’ of the project. 



c. Project roles: ensure roles of individuals involved in project delivery are understood 

by the individuals involved, particularly Project Board and technical leads, and the 

level of resource commitment is clear. 

d. Ownership: ensure this, and its implications, is clearly understood between project 

team members/external consultants 

e. Be very wary of extending a successful project nearing completion. It is often better 

to conclude against the original scope and create a new project – which should be 

justified on its own merits. 

f. Ensure have appropriate high-level sponsorship/involvement Governance to remove 

roadblocks 

3. Communication 

a. Consultation: identify opportunities to consult with users and ensure that, where 

consultation does take place, it is clear that responses have been taken into account. 

Ensure consultation has a clear end point. 

b. Release: Have a detailed communications plan for release of products/services. 

Identify users groups which will be affected and ensure communiqués clearly cover 

what any changes will mean for these users.  

c. Communiqués: Communicate early, request input, and respond. Request ‘worst 

case’ downtime and maintenance windows. Don’t get caught up in email ‘ping-pong’ 

arguments. 

4. Project Management 

a. Culture: be aware of the prevailing project culture and seek to build a team that 

‘cares’ about what is being delivered and takes ownership. 

b. Risks and Issues: ensure these are managed and monitored and that issues are 

escalated quickly where required.  

c. Work streams: where appropriate, divide the project into clearly defined work streams 

with agreed brief and owner. 

d. Ensure that the supplier resource is guaranteed as much as possible and get clear 

roles and responsibilities from the supplier for the resource they have working on the 

project 

e. Raise Exception Reports when appropriate to do so and ensure these are escalated 

and acted upon. 

f. On one project work was prioritised to hit report targets, which meant that “difficult” 

work got left to later in the project – need to have recognised more that this was 

happening, and driven harder to get resolutions – maintaining a “technical difficulties 

register” would have helped visibility and focus.     

g. Management of kit inventory has proved a problem. Lesson – the project cannot rely 

on operational procedures and needs to take control of its own inventory. 



h. In a project huge effort can be spent to meet major milestones, but momentum can 

be lost afterwards – need to be aware of potential drop in momentum, build in clear 

meaningful interim goals wherever possible, and could consider a “re-launch” after 

phase delivery 

i. Setting-up staging locations for deployments is often worthwhile                            

j. Having a dedicated project room is a major advantage to most projects.  

k. Financial management problematic – DU processes not geared to projects – Oracle 

reporting and cost centre arrangements make reconciliation difficult – have had to 

create our own spreadsheets separate to Oracle to monitor orders and invoices 

against category budgets {the PMO has since created a template for this} 

5. External Suppliers 

a. Ensure that each stage has clearly defined products/deliverables, both management 

and specialist and ensure that these have clearly defined acceptance criteria and it is 

understood who signs off each deliverable. 

b. If hosting solution on-site (in-house) ensure that the supplier provides a requirements 

document for both hardware and software required to run their solution.  

c. Ensure that the business has documented its ‘as is’ processes, it is imperative that 

we know how we do things now. Documenting the current process allows 

complexities, problem areas and unnecessary steps to be identified and understood. 

During implementation discussions will take place with suppliers on proposed 

processes, configuration and workflow. There may be gaps between how the system 

works and how we need it to work, therefore the current process maps provide a 

reference to assist in defining the new improved future ‘to be’ process. The 

recommended approach is to use ‘out-of-the-box’ process as a base and seek to 

minimise customisation wherever possible. 

d. Ensure an NDA (Non-Disclosure Agreement) is in place where appropriate 

e. Any activity involving telecoms physical external work is likely to take longer than 

anticipated, with no guarantee of delivery dates from the telecoms suppliers (such as BT 

and THUS) – lesson – allow plenty of contingency in planning                                 

f. Having an external consultant with contractual commitment to delivering to milestones 

helps maintain project momentum     

g. The move from supplier project implementation to supplier support role is not always 

effective – need focus in implementation planning on making the handovers effective and 

setting up the operational support meetings early in the process   

h. Need to insist on consistency of third party staff – has proved a particular problem when 

main supplier uses sub-contracted third party.     



6. Tendering 

a. Be aware of potential procurement requirements and timescales and build into 

project timeline – including OJEU regulations and the need for framework 

agreements where none exist. 

b. Undertake a dummy run of the tender process, so that you can confirm that your 

weightings provide the results that you expect. 

c. Get approval from not only the project team but also the project board on the decided 

tender weightings. 

d. When reviewing individually ensure that appropriate notes are made so that you can 

back up your scores. 

e. Any meetings to decide on scores should be as soon as possible after the event, and 

during such meetings it is important that the tender evaluation team mark 

consistently. 

f. Only give scores in areas that you have assessed and are competent to score 

g. Make sure that rooms are booked and have the required facilities (e.g. IT) for the 

suppliers to demo their system. 

h. Allow other staff to sit in on the demo’s and feedback to the project team 

i. Where practical, representatives from all parties should attend site visits; Business, 

Procurement, CIS including Project Manager. 

j. If possible try and make sure that all sites are Live, but be aware that speaking to a 

site which is going through implementation is also useful. 

k. Make sure that the categories for scoring are agreed by all parties before they go to 

first site, then after the first site reconvene to ensure that this works and people are 

able to score realistically 

l. In tendering for deployment need to stress the need for on-site project management 

by third parties and also allow an uplift in the tender assessment and in the Business 

Case to cover the amount of resource you estimate is needed – regardless of the 

amount in the tender   

m. If large amounts of physical kit is involved then plan and agree storage arrangements 

at the outset of the project – part of the business case 

n. One project needed to raise an Exception Report to cope with currency fluctuations – 

need to build fixed price clauses into the framework contract (though this does not 

cater for those occasions where the budget has assumed a reasonable currency 

level and that changes prior to contract) 



7. Testing 

a. As part of implementation a testing strategy should be documented, outlining the 
objectives, approach and assumptions to ensure formal testing is completed with 
confidence. 

 
b. Ensure the project team and subject matter experts involved in testing understand 

their role, and the importance of testing, i.e. to identify and expose all issues prior to 
implementation.   
 

c. Ensure the project team and subject matter experts input to and create standard test 
scripts/scenarios, providing sufficient volume and complexity to fully challenge the 
system. 
 

d. Ensure UAT (User Acceptance Testing) takes place in a dedicated room, to ensure 
staff participating can complete without any other distractions and to ensure credible 
test data. 
 

e. Ensure UAT is signed off by the project team prior to implementation 

 

f. In testing, consider the full suite of testing – unit, system, integration, UAT, and 

ensure appropriate roles & responsibilities are understood 


